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Embassy oftlte United States ofAmerica
Kabul, Afgbanistan

UNCLASSIFIED November 9, 2009
MEMORANDUM

TO: OIG - Harold W. Geisel

FROM: Ambassador Karl W. Eikenberry <c.....l~
SUBJECT: Embassy Comments on GIG Draft Report on INL Afghanis Countemarcotics

Programs, October 2009 (MERO-A-lO-02)

Embassy Kabul welcomes the opportunity to provide comments on this draft report. Reducing
production and trafficking of narcotics and breaking the narcotics-insurgency link is one of the
biggest challenges facing the United States in Afghanistan, both in its own right and through its
broader impact on Afghan society. including funding for insurgent activities, corruption and rule
of law. While recent trends in poppy cultivation and production have begun to move in the right
direction, much difficult work remains to be done. fNL's programs will be an important tool in
addressing this situation. in conjunction with other U.S. inter-agency efforts. The analysis and
recommendations in this study will be useful as we continue to refine the U.S. countemarcotics
strategy in Afghanistan and the rNL programs that support it.

The Embassy's comments on the specific recommendations cited in the draft report are outlined
below. We also note that some of the recommendations in the report are already being
addressed; Embassy staff would be pleased to meet with the GIG to provide additional
information, ifdesired.

Recommendation 1: The Bureau of International Narcotics and Law Enforcement Affairs. in
consultation with Embassy Kabul and the Office of the Special Representative for Afghanistan
and Pakistan, should formulate a defined end state to be pursued through U.S. Government­
supported countemarcotics programs in Afghanistan. The end state should include clearly
defined objectives and perfofTI1ance measures, and milestones for achieving the stated objectives.
(Action: INL in consultation with Embassy Kabul and SRAP)

• Embassy Kabul agrees with this recommendation and believes progress is being made
• Context for broad statements pertaining to multiple agencies for which INLtoward meeting it. Embassy Kabul is working with Washington agencies has to oftformulate a

new U.S. Government Countemarcotics Strategy that will lay out clearly defined
countemarcotics objectives and measures of effectiveness in achieving them.
Additionally. at a program-specific level and as part of our ongoing review ofrNL
countemarcotics programs in country. INUKabul is working to define a desired end state
for each of those programs and to ensure that each program achieves measurable success
against that goal.
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Recommendation 2: The Bureau of International Narcotics and Law Enforcement AfTairs, in
consultation with Embassy Kabul and the Bureau of South and Central Asian Affairs, should
establish benchmarks designed to transition responsibilities to the Government of Afghanistan
for each of the bureau's counternarcotics programs in Afghanistan. (Action: lNL in consultation
with Embassy Kabul and SeA)

• Embassy Kabul agrees with this recommendation. lNL's programs in Afghanistan are
designed to build host country capacity; a core clement of these programs must be to
prepare for the day when we transfer these responsibilities to the Govemment of the
Islamic Republic of Afghanistan (GIRoA). As INUKabul reviews its countemarcotics
programs, including for their consistency with the new Countemarcotics Strategy under
development, the Narcotics Affairs Section is focusing on how to prepare for that
transition, including through the establishment of benchmarks to measure progress
toward that goaL Several INL counternarcotics programs in Afghanistan are already
showing progress: the Good Performers Initiative (GPI) is now largely managed by the
GPI office at the Afghan Ministry of Counter- arcotics (MC ). albeit with oversight
measures that ensure transparency and the appropriate use of U.S. fimds. while the
Countemarcotics Advisory Teams (CNATs), which pair one or two international advisors
with eight or nine MeN officials on teams in seven provinces, are explicitly designed to
pave the way for eventual Afghan stewardship of the program. Afghan NGOs manage
INL's 16 Drug Demand Reduction clinics, located in provinces throughout the country.
Identifying Afghan government financing for these programs will be a long-term
challenge.

Recommendation 3: Embassy Kabul, in coordination with the Bureau of International
Narcotics and Law Enforcement Affairs, should routinely provide updates to Provincial
Reconstruction Teams (PRT) on countemarcotics programs, request that the PRTs apprise
provincial officials and local citizens of counternarcotics programs and seek their support for
these programs, and request the PRTs report the results of their efforts to the Embassy. (Action:
Embassy Kabul in coordination with fNL)

• Embassy Kabul agrees with this recommendation. One of the challenges INUKabul
currently faces is to adjust the historically centralized management of its countemarcotics
programs in Afghanistan to the growing regional Mission presence, including four Senior
Civilian Representatives (in Kandahar, Bagrarn, Mv..ar-e Sharif, and Herat) and 26
Provincial Reconstruction Teams. Much ad hoc coordination between INUKabul and
SCRs and PRTs already occurs in areas where rNUKabul operates countemarcotics
programs, including Countcmarcotics Advisory Teams (CNATs). Good Performers
Initiative (GPJ) projects, and Drug Demand Reduction clinics. After the U.S.
Government Countemarcotics Strategy is approved, fNUKabul intends, to draw up
systematic guidelines on INL counternarcotics programs for dissemination to PRT and
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Recommendation 4: The Bureau of International Narcotics and Law Enforcement Affairs, in
consultation with Embassy Kabul, should develop a workforce plan to ensure sufficient,
experienced, and trained personnel are assigned as in.counLry contracting officer's
representatives and direct-hire staff for the arcotics Affairs Section. (Action: INL in
consultation with Embassy Kabul)

• Embassy Kabul agrees with this recommendation and is already taking steps to meet it.

INUKabul's ability to engage in effective oversight of its countemarcotics programs and
contracts depends largely on having sufficient statT. Since this report was researched in
April to July 2009, we have made important progress. The number of in-country
contracting officers (leORs) working in INllKabul has increased twofold (from three to
six over that period), while the overall number of INlJNAS ICOR positions (including
those currently unfilled) has increased from seven to eleven. The number of direct·hire
staff in the lNUKabul Countemarcotics Unit has grown from two to three with the
creation of a new position (currently being advertised) for an FS-OI Countemarcotics
Program Manager. Overall, INL staff dedicated to counternarcotics issues in Afghanistan
(both in Kabul and the provinces) is expanding from four in July 2009 to seven by
January 2010, including contract personnel (but excluding ICORs, who work on the full
range ofINL programs including those unrelated to countemarcotics).

Recommendation 5: The Bureau of International Narcotics and Law Enforcement Affairs, in
consultation with Embassy Kabul, should establish procedures to ensure in·country contracting
omcer's representatives are conducting periodic assessments of contractor performance and its
impact. The Bureau, in consultation with the Embassy, should also ensure contractor files, as
required by Federal Acquisition Regulations, are properly maintained and available, including
approved work plans, contract modifications, progress reports, and documentation of
acceptability/unacceptability of contract deliverables. (Action: rNL in consultation with
Embassy Kabul)

• Embassy Kabul agrees with this recommendation. Through mid-2009, the relatively high
number of unfilled in-eountry contracting officer (lCOR) positions in INUKabul required
leORs in country to focus principally on administrative contract support and technical
monitoring. The increase in the number of filled ICOR positions will enable INUKabul
to increase assessments of contractor performance, including through visits to the various
sites throughout Afghanistan where I L countemarcotics programs are implemented.
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Recommendation 6: The Bureau of International Narcotics and Law Enforcement Affairs, in
consultation with Embassy Kabul, should modify countemarcotics program contracts so they
include more accurate statements of work, meaningful performance measures, and specific
reporting requirements that allow the bureau and the Embassy to evaluate both program and
contractor effectiveness. (Action: INL in consultation with Embassy Kabul)

• Embassy Kabul agrees with this recommendation. As part ofINUKabul's current
evaluation of our countemarcotics programs, the Section. in conjunction with
INUWashington, is reviewing how countemarcotics programs' statements of work might
be revised to reflect current circumstances and policies, including through the
incorporation of meaningful performance measures and reporting requirements. This
review would apply both to countemarcotics contracts (currently the CNAT program is
the only one) and programs conducted through grants. The approval of the U.S.
Government Countemarcotics Strategy will serve as a benchmark for these efforts.

Recommendation 7: Embassy Kabul, in coordination with the Bureau of International
Narcotics and Law Enforcement Affairs, should reinstitute regularly scheduled coordination
meetings and include representatives from each department or agency with responsibility for
countemarcotics programs in Afghanistan. (Action: Embassy Kabul in coordination with INL)

• Embassy Kabul agrees with this recommendation and believes it has made significant
progress toward meeting it. Throughout the summer of2009, INUKabul worked with
representatives of ISAF and the British Embassy (the other most active bilateral donor
and one which has served as 08 lead on countemarcotics in Afghanistan) to establish an
executive level inter-agency Counternarcotics Working Group (CNWG) that brings
together agencies with responsibility for counternarcotics to coordinate policy. The
CNWG is co-chaired by the (U.S.) Coordinating Director for Development and
Economic Affairs (Ambassador E. Anthony Wayne) and the (UK) Deputy Ambassador
(Thomas Dodd). with INLiKabul and the Counternarcotics Team of the British Embassy
serving as the coordinators. Other USG agencies represented in the CNWG include: the
Drug Enforcement Agency; the Department of Defense. including U.S. Forces
Afghanistan (USFOR-A) and the Combined Security and Training Command­
Afghanistan (CSTC-A); the Department of Justice; the U.S. Agency for International
Development (USAID); and the U.S. Department of Agriculture. The CNWG meets
monthly (and, as of early November, has met twice), while a working level coordinating
group continues work. including on action items emerging from the group, between
executive level meetings.

Recommendation 8: The Bureau of International Narcotics and Law Enforcement Affairs, in
consultation with Embassy Kabul, should develop a workforce plan to ensure sufficient,
knowledgeable, and experienced personnel arc assigned to execute countemarcotics programs in
the poppy-producing southern provinces. (Action: INL in consultation with Embassy Kabul)
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• Embassy Kabul strongly agrees with this recommendation and believes significant
progress has been made to\.vard meeting it. Reflecting the growing concentration of
poppy cultivation and narcotics production in southern Afghanistan. in Fall 2009
fNUKabul assigned one officer to Kandahar Province (where he works with the
Combined Joint Interagency Task Force on Narcotics at Kandahar Air Field) and one
officer to Helmand Province (where he covers countcrnarcotics issues at the Provincial
Reconstruction Team in Lashkar Gah, the capital of Helmand). Both officers provide
countemarcotics expertise to the U.S. presence in those provinces; they coordinate their
work with TNLlKabul through weekly teleconferences and activity reports. A third INL
officer to handle countemarcotics issues in Afghanistan's southern provinces is expected
to arrive in January 20 I 0 (his final placement in southern Afghanistan will be in part
detennined by the evolving security situation).
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